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DUREAU OF THE BUDGET
WAGHINGTON 25, D, C.

October 31, 1962 CIRCULAR NO. A=l

Revised
TO THE HEADS OF EXECUTIVE LEPARTMENTS AND ESTABLISHMENTS

SUBJECT: Improving menpower controls and utilizetion in the executive
branch

‘1. Purpose and coverage. In accordance with the President's instructions.

to limit the number of Federal employees to the sbsolute minlmum necessoXy
to get the public business done, this Circular provides pollcies and pro-
cedures for:

a. Improving the general productlvity and eff1c1ency of Goveroment
operations,

b. Continuing review and control of manpower utilization, end
¢. Making forward projections of menpower requirements.

This Circuler does not spply to uniformed militery services of the Depart-
ment of Defense or the Coeast Guard.

This revision of Circuler No. A-4lL replaces the following Circulers:
No. A=l of June 13, 1951, No. A-8 of June 29, 1951, and No. A~24k of
October 1, 1958.

2. QGenersl policies. The President has stressed that responsibility for
manpower control and utilization rests with the head of each egency. Zach
department and ageqcx;y;ll_bg,expchgd to undertake vigoxous and contiﬁ_“a
efforts fo éIlmlnate non-essentiel activitlies and positions, and to in-
“crease productlvity by improved manpover_control and utilizetion end

utrengtheped supervision.

—

The need for economy and conservation of scerce menpower skills requires
that the executive branch epply strict tests of ess qgﬁ;gé}ty in deﬁggm;ni
mannowggnrequlrements in eech of its activities. The heads ofdépeariments
| énd ogenciles end their subordinetes must meke every effort to meet new
workload requirements through adjustments in existing activities and pro-
cedures, in lieu of adding new employees. Increases in staffing will be
C)_gpproved only where_it is clear that essentTal functions cannot be per-
formed effectively with cxisting employees. . ‘ B
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The seme forces that are bringing gbout increased productivity in the
private sector of the econcmy are applicable to the Government. It will
e essumed that the opportunities to increase productivity in Government
are rcalized at least to the extent they are in the private sector of the
economy .

3. Agency progroms for menpower control and utilization. Each agency
head is responsible for taking necessary action to essure that his egency
has an effective continuing program to.increase _productivity and _control,
v manpover A “statement describing.in. detell each_sgency's program, tallored
Y i “to, its own partlcular needs, will be submitted to the Dureau ¢ of the Buuggz
i a}:%;( § for review by January N 1963 The statement snould‘identify existing

i&fy/ G lcgislatlve or edministrative restrictions which adversely effect the
agency's ebility to carry out the policies and objectives set forth in
this Circular, together with specific recommendations to alleviate or remove
the edverse effects of such restrictions. In addition, the statement will
- include a description of the specific measures adopted to carry ¢ out_the '
intent of. Section 1007¢ of "Ehe Postel Service and Federal | Fmployees & S&lary
Act_of 1962.

The basic elements of an effective manpower control program, together with
the possible tools to use in carrying them out, are these:

k/// a. Analysis and appraisal of the work to be performed to assure that
it is essential and will contribute to the eccomplishment of agency objec-
tives, and that sppropriate targets and priorities are set.

b. Determination of manpower requirements, using principally the budget

\//5rocess but also such tools as work measurement, work standerds, productivity

v analysis, and menpower and workload reporting.

& ¢. Menpower control systems, using such techniques as manpower
\ allocation, tebles of orgenization, reporting systems, specilal studies,
Y/ periodic program reviews, and controls on filling of vacancies.

d. Specific efforts to increase productivity through improvements in
- organlization, work design, work methods including simpler systems and '
fechanization, mathematical progremming, supervision, and personnel menage-
ament including skills inventories, employee consultation, training, and
incentive and motivation prograums.

/ "e., BSelective test checks to ascertain whether the menpower control
program is achieving the desired results.

It is important that staff competent in the ereas listed sbove be avalleble
to line officimls to assist ip carrying on planned manasgement improvement
efforts. The staff, in being or plamned, for carrying cut an agency's man-
power control should be described in the statement submitted to the Bureau

of the Budget.
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The steff of the Bureau of the Budget is avallable to advise agcnc{es'in
their mesnpover coatrol prograas, and to serve as o ¢lecring house for .
exchenging information on successful measures to lmprove nanagement and

4o effect manpower savings. To meet unusual problems where the agency

does not have the expertise nor the financial resources to undertake

special management studles, assistance may be provided fram the Apprppriation
to tne President Tor Expenses of Management Improvewrent.

Federal Executive Boards, established at the direction of the President in
najor centers of Federsl sctivity outside of the Washington aree, will give
specific attention to exchange of information and cooperative efforts with
réspcct to menpower utilization and munagement improvement im field offices.

I, Reletion to the review of budget estimates. In reviewing budgetl require-
ments &% &ll levels, detailed analyses will be mede of the‘numbcr of peragns
 required for both present and proposed activities. -The budget process is-an
effective instrument for preventing overstalffing as well as in identifying
work priorities, operating problems, and in appreising efficiency end pro-
duetivity. In reviewing budget estimates, therefore, each regpeonsible

agepcy official and the Bureau of the Budget will adhere to tha following
policiles:

V/ a. Existing persomnel will be utilized to the maximum extent in
stalffing new programs end expansions in existing programs. »
b. Staffing requirements will be planned and executed on the agsumptlon
that improvements in skills, orgenizetion, procedures, use of equir - ond
supervision will increase productivity continuously and at the sox
waintain adequate quality.

c. Estimmtes of staffing reguirements for on-golug as well a3 new
programs will be fully Justified, so far ae practlcable, by an enalyeis of
the relationshlp between the persomnel required and the workload to be
performed. In the sbsence of a workload correlation, the estimates will
show the analytical method weed in estlmating personnel reguirements.

‘ d. Contraets with non-Government firms, Ilnstitutions, or persons will
-be made oa the basis of relative efficilency and effectivenass in accomplich-
ing the desired worl, and will not be used &5 a fevice to reduce or hold down

Government employment when direct Government performance 18 wore effective
or appropriate.

Dach agency's eamizl budget submiszlon will Include a brief factuel stotemont
describing the sctions taken and results achieved by the agency manpover

_ control and utilizetion program outlinzd in this Circuler; 1t showld include
& statement of reductions in nenpover reguiroments echieved during the year,
with specific monetary savings indicated, end the wses to which gsuch savings
were puG.
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In presenting budget estimates to the President,. the Bureau of the Budget
will set forth the employment levels on vhich the estimates ore based.
Detailed Justirficetion requirements are set forth in Cireulsar No. A-11,
for ennuzl budget estimates, and in Circular No. A-LlL, with respect to
supplenental estimates.

5. IEstimates of fuwtire versonnel requirements. . Increased attention will
be given in connection with annual budget reviews to estimated personnel
requirements projected for future years. These estimates are important
not only for purposes of the Bureau of the Budget but also for estimating
recruitment requirements by the Civil Service Comnission and work space

“‘requirements by the General Services Administration. Imstructions for

developing projections of future personnel requirements for annuel budget
reviews are included in Budget Circuler No. 4-11, and those for projections
required under Public Law 801, 84th Congress, are set forth in Budget
Clrcular No. A-19, '

6. Search for betiter methods. Increased attention will be given by the
departments and agencies, under the leadexrship of the Bureau of the Budget,
to searching out and epplying the most modera and effective means used

either by Government or private enterprise to increase efficiency end output.
The research should include studies in such arcas as motivation, organlza-
tion of work, production methods, end wethods of menageriel control and
leadership. The Bureau will moke avalleble throughout the Govermment the -
important findings and conclusions of important marsgement research conducted
wilthin the Government.

7. Manpower inspections and reviews. The Bureau of the Budget, the Civil
Service Commission, and the departments and agencies will underteke a
systemntic program of manpower inspections and reviews. The priority end

. scheduling of these inspections will be worked out under the leadership of

the Bureau of the Budget, and will be carried out by staff of the Bureau,

the Commission, and the sgency concerned. The special inguiries into men-
pover utilization practices currently made by the Civil Service Commission
will become a part of this new prozrem. Tae inspections will be made on a
selective basils which will give pricrity abtiention to areas where the most
significant problems and potentiel savings exist. While every agency cannot _
be reviewed each yeor, it may be desirable to review certaln egencies annually
or more frequently. The inspections will be designed to test the effectives
ness of agency systems for manpower anzlysls end control, and o assist the
departments and agencies in discovering opportunities for better use of mane-
bover resources that ere availlable., The reeuliés of these reviews will be re-
ported to the head of cach agency promptly, for immediste etitention end such
cction as is necessery. The Bureau of the Budget will keep the President
informed of any significant findinzs and of potentislities Tox inereasing ‘
productivity. . . .

[}

By ddrection of the Presldent:

DAVID E. BELL
Director

(No. A-Lk) ' 5 50V 1852
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‘ - ATTACHMENT
ircular No. A-~bk
. Revised

8. Position management.

a., liach department and establishment should develop and raintain a
position management system designed to assure that work is organized
and assipgned among positions in a manner which will serve mission needs
most effectively and economically. As used in this Circular, position
monagement includes the evaluation of the need for positions and required
skills and knowledge; and the organization, grouping and essignment of
duties and responsibilities among all positions. The position structure
should be designed to utilize the most effective work processes, equip-
ment, procedures, mevhods and techniques.

The position management system should be designed to identify,
prevent or eliminate such common faults as wanecessary organizational
fragnentation, excessive layering, excessive use of deputles, assistants
to, and speciel assistants, improper design of jobs, outmoded work
methods, and improper distribution of menpower resources. Special'at-
tention should be glven to guarding against contracting out of work
without adeguate concern for relative costs and effectlveness.

b, A position management system should be developed which is best
adapted to the needs of a particular agency or Prograi. Provision
normally should be made in cach position management system, however,
for the following key elements:

(1) Assignment of responsibility. Responsibility for work
organization and position menagement should be explicitly assigned to
line managers abt appropriate levels in the orgenilzation.

(2) Utilization of total staff resources. In carrying out
their responsibilities for effective position management line managers
should utilize budget, management analysis, personnel and other special
staff in the development and continuing operation of the position man-
agement system in the orgenization. It iIs especially Iimportant that
the work of these staff elements be coordinated and mutually supporting.

(3) Position authorization. A position authorization and con-
trol procedure should be established to assure that existing and proposed
work organizaetion and staffing arrangements meet the requirements of
good position management. Such authorizations and coutrols must be
related to meximum numbers and financial allowances determined in the
budget process.

(h) Vacancy control. Before any vacancy is filled or a re-
classification approved, a review should be made to determine whether
the duties of the position can be eliminated, assigned to other posi-
tions, or modified to permit performance at a lower grade.

(No. A-bk)
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(5) Approval of orgenizational changes. Bach proposed change
of organization or pesition structure should be reviewed and approved
as appropriate from the standpoint of worik design, occupational distri-
bution, grade distribution, manpower requirements, and costs,

(6) Reporting. The position management system should provide
for pericdic reports for the use of the agency to rmake it possible to
revievw the effectlveness of the system and to provide essential data
for effective analysis by the agency head and upon request by the Bureau
of the Budget, the Civil Service Commission, and the Congress. While
the frequency of central reporting will vary from agency to agency, the
system should make it possible to provide management either periodically
or upon request the following information: i

(a) The number of positions authorized under the
position managenent system, by grades.,

(b) The number of occupied positions, by grades.

(¢) Any new arrangements entered into for the
provision of services by contract.

(d) An analysis and explanation of any significent
changes in the position siructure, together with an
analysis of any longer-term trends indicated.

(7) Specilal reviews. When budget reviews, internal management
appreisals, periodic reports, or other available data indicate that an
organization is not achieving effective position management, action
should be initiated to identify the reasons and bring about changes in
personnel, organization structure, management practices, or work pro-
cesses to achieve improvement.

¢c. Each department and independent establishment will forward a
description of its position management system to tne Bureau of the
Budget by Januvary 1, 1965. For those systems not already in operation,
the time phasing for their installation and the date on which they will
be fully effective will be indicated. "

d. Assessments of the effectiveness of its position management
system should be made by the department or establishment itself, and
will be made by the Buresu of the Budget In its review of budget
estimates, by the Clvil Service Commission in its inspection of posi-
tion classification, and as a part of the joint review of management -
and manpower utilizatlon made by teams designated by the Bureau of the
Budget, Civil Service Commission, and the agencies wder review.

(No. A-bh)
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